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Abstract
The role of management support is crucial when companies embark on the adoption of
emerging technologies such as Software-as-a-Service (SaaS). The current paper
investigates the role of management support in the SaaS adoption decision. It presents a
multifaceted model explaining antecedents of the propensity to adopt SaaS with the central
role played by management support. The proposed model is being verified drawing from
the opinions of IT practitioners representing both SaaS adopters and providers. The adopted
research approach is Partial-Least-Squares Structural Equations Modelling (PLS-SEM).
The preliminary results obtained in the PLS-SEM analysis demonstrate that the presented
model is promising, confirming that the propensity to adopt SaaS is significantly influenced
by management support, which is shaped only by trust. At the same time, the findings also
suggest the insignificant role of other potential antecedents of management support, thus
suggesting ideas for further model verification and improvement.
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1.

Introduction

Software-as-a-Service refers to applications running on a cloud infrastructure and
delivered as services over the Internet in a convenient, on-demand fashion [1]. According
to IT consultancy Gartner, the global value of the cloud application services market, often
referred to as Software-as-a-Service (SaaS), reached the value of 103 billion USD in 2020
and is predicted to reach the 145.4 billion USD by the year 2023 [6]. This constitutes more
than 41% increase in comparison to the year 2020, accomplished in just three years. Prior
research indicates that pursuing the SaaS model is effective in increasing the IT
department’s capacity to align with business goals and needs by providing flexible,
reliable, cost-effective, and easily interconnected applications [17]. These results are
further supported by Miling Govekar of Gartner, who stressed that “there is no business
strategy without a cloud strategy” [7, p.1]. It appears, therefore, that top management
support plays a pivotal role in the decision to pursue the SaaS model. Still, findings from
extant literature are inconsistent with respect to top management’s role in the decision to
adopt this sourcing model, with some works suggesting its importance [20] and other
studies providing evidence that top management support is not a significant driver of cloud
computing (CC) adoption [11], [15].
Extant studies on the adoption of the SaaS model illustrate how organization’s
propensity to support the use of applications delivered in the SaaS model is shaped by its
benefits and risks [2], [15]. On the one hand, prior studies stress the importance of SaaS
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and cloud computing benefits which include cost savings [2], [20], scalability [8] and
increase in productivity [15], [29] as the driving factors behind the adoption of this
sourcing model. On the other hand, the cloud computing model has also been associated
with some significant risks and challenges, such as security-related considerations [2], [15]
and performance risks [2], [29] which inhibit its adoption. In addition, existing studies
emphasize the importance of trust in shaping the behavioral intention to adopt cloud
computing and/or SaaS [8], [16], [24], [29]. Furthermore, a study by Yigitbasioglu [30]
informs how mimetic, coercive and normative pressures impact on the top management
support for the adoption of cloud computing.
Drawing on prior research on SaaS and CC adoption determinants, the aim of the
current study is to investigate the role of management support in the SaaS adoption
decision. In particular, our research goal is to develop an integrative model for explaining
the role of top management support. Furthermore, by incorporating multi-layer causeeffect relationships into the proposed model, we aim to gain a deeper understanding of the
interplay between top management support, environmental factors, trust to vendors as well
as SaaS benefits and risks.

2.

Related Research

Top management is responsible for virtually all major decisions in organizations including
the allocation of scarce financial resources. Their role in the adoption and assimilation of
new technologies is well established in IS research [5]. When top management recognizes
the benefits of new technology and accepts related risks, they will be more likely to support
its adoption in the organization. In doing so, top management can shape the organizational
behavior by communicating meaning and understanding of expected behaviors, validating
behaviors consistent with the organization’s goals and values, and, finally, by the
introduction of mechanisms regulating individual actions and behaviors [4]. These
activities, undertaken by top management to promote, authorize and enable the adoption
and use of technology are referred to as meta-structuration actions [21]. Findings from
Orlikowski et al. [21] study illustrate the role of top management support for establishing
and maintaining the validity of the technology-in-use, in this case, a new information
system. Likewise, meta-structuring actions conducted by management turned out to be an
important factor having an impact on the adoption of Web platforms [4]. Specifically,
Chatterjee et al. [4] found that both top management championship and strategic
investment rationale significantly impact the adoption of web technologies. In addition, as
authors posit, top management championship “can legitimize the willingness of managers
to expend their time and energy in making sense of the Web technology exploring ways in
which the technology’s functionality could be leveraged into the business processes and
activities, and justifying the viability of specific Web-oriented projects” [4, p.71].
Prior research suggests that top management support is a significant determinant of
cloud computing adoption [11], [30], [20]. These studies provide strong evidence that top
managers who understand the benefits of cloud computing are more likely to provide
resources for the investment in this IT delivery model and encourage its adoption.
Furthermore, the study by Yigitbasioglu [30] explores the antecedents of management’s
support for the use of cloud computing. Specifically, the study illustrates how mimetic and
coercive pressures shape the top management’s belief in the potential of cloud computing,
which, consequently, leads to their support for its adoption. Similarly, extant literature
confirms that top management support plays an important role in the adoption of SaaS [28],
[30], [15]. In this respect, the research by Kim et al. [15] informs how top management
support forms perceptions of SaaS risks and benefits. Specifically, this study shows that
among firms characterized by the high intention to use SaaS, the support of top
management decreases the risk factor associated with the adoption of this model. In
addition, with regard to firms with a low intention to pursue the SaaS model, top
management championship plays an important role by increasing perceived benefits of
SaaS, thereby, positively enhancing its adoption. The positive role of top management in
the adoption of SaaS was further confirmed by Weerd et al. [27], who provide strong
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evidence that management’s intention to support the use of SaaS is influenced by external
parties such as government and professional community.
Prior research on the adoption of SaaS illustrates how this model’s advantages over the
more traditional IT delivery approaches shape organizations’ propensity to adopt it. In
particular, existing studies suggest that an increase in IS flexibility is an important benefit
of the SaaS model (e.g., [2], [8], [17]). By relying on SaaS model, organizations may easily
either scale up or down both the amount of provisioned application service and its scope.
In addition, when business goals change significantly, a SaaS contract may be terminated
and the capital redeployed to other uses. Furthermore, extant literature suggests that SaaS
may contribute to significant cost savings [2]. SaaS vendors achieve economies of scale by
offering multi-tenant business applications, and, as a result, are able to cut down
maintenance costs, centralize versioning, and simplify the installation process. Also, SaaS
with its subscription payment model and minimal up-front costs [23] allows even small
adopter organizations to start using state-of-the-art applications. In addition, a study by
Kim et al. [15] indicates that SaaS leads to the improvement of business processes and
facilitates the coordination of activities within organizations. In the same vein, a study by
Wu et al. [29] shows that SaaS has a positive impact on employee’s productivity as well
as firms’ performance and competitive advantage.
Although SaaS, as explained earlier, offers its clients many benefits, it is also
characterized by a number of risks that may inhibit its adoption [2], [15], [16]. SaaS related
risks encompass IT security, operational, economic, legal, and migration-related risks [16].
Furthermore, at the more fundamental level, skeptics question whether SaaS is viable and
applicable in strong enterprise application suite markets such as ERP [3]. Also, SaaS
vendors are not impervious to financial issues. Some notorious SaaS bankruptcies include
2e2 [25] and Cloudmine [27]. Consequently, many clients may question whether the future
of the model itself is sound. As a result, in light of these concerns, trust in SaaS vendors is
becoming an even more important factor mitigating the perceptions of risk entailed in the
decision to pursue the SaaS model [19], [24]. In particular, SaaS vendors’ characteristics
such as financial stability, global reach, ability and security expertise contribute to their
trustworthiness [24]. Moreover, top management’s awareness of the SaaS-related benefits
and risks is to a growing extent formed by institutional factors in the form of mimetic
pressures (e.g. companies mimicking decisions of other firms in the same sector), coercive
pressures (e.g. pressures from trade partners or parent companies) and normative pressures
(e.g. advice from professional bodies, consultants or pressures from IT specialists) [30].

3.

Conceptual Model

As explained in previous sections, there are solid grounds supporting a belief that
management support (MS) affects the decision to adopt the Software-as-a-Service delivery
model. Therefore, at the outset, we propose a model explaining the role of management
support when deciding to adopt the SaaS delivery model in an organization in the form of
direct relationship (Figure 1).

Fig. 1. Research model.
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The literature review conducted in the previous section highlights that managers’ positive
or negative perception of the SaaS delivery model might depend on several factors such
as: flexibility (F), cost advantage (CA), productivity (P), professional influence (PI),
external influence (EI), trust (T) and risk (R). The relationships between variables are
defined by hypotheses whose symbols have been indicated in Figure 1.
The variables have been grouped into three categories: Business advantage,
Isomorphic changes, and Risk and trust (Figure 1). Business advantage is similar to the
benefits category distinguished in the studies of Benlian and Hess [2] and Kim et al. [15]
as an important area influencing SaaS adoption. We understand the business advantage of
the SaaS model in terms of its perceived flexibility (F), cost (CA) and productivity (P)
advantage over other IT delivery models. Isomorphic changes are defined as coercive,
mimetic, and normative pressure to introduce changes, as suggested by the IT adoption
literature [26]. As they are often related to professional influence (PI) and external pressure
(EP), PI and EP variables are part of the isomorphic changes category in the model. The
Risk and trust category included two variables defined in the category’s label: risk (R) and
trust (T).

4.

Model Validation

The relationships between variables in the model (Figure 1) will be verified during further
research via the 8 hypotheses – one for each relationship (Table 1).
Table 1. Research hypotheses.

Hyp.
no.
H1

Connection

Description

MS -> PAS

H2.1

F->MS

H2.2

CA ->MS

H2.3

P -> MS

H3.1

PI -> MS

H3.2

EP -> MS

H4.1

T -> MS

H4.2

R -> MS

The perceived management support to utilize the Software-as-aService delivery model influences the decision to adopt the SaaS.
The perceived flexibility of Software-as-a-Service delivery model
impacts on the perceived management support to utilize the Softwareas-a-Service delivery model.
The perceived cost advantage of the Software-as-a-Service delivery
model over on-premise approach impacts on the perceived
management support to utilize the Software-as-a-Service delivery
model.
The perceived productivity increase thanks to Software-as-a-Service
technology use influences the perceived management support to
utilize the Software-as-a-Service delivery model.
Opinions of professionals impact on the perceived management
support to utilize the Software-as-a-Service delivery model.
The perceived external pressure entailing both coercive and mimetic
pressures impacts on the perceived management support to utilize the
Software-as-a-Service delivery model.
The perceived trust to Software-as-a-Service solutions providers
impacts on the perceived management support to utilize the Softwareas-a-Service delivery model.
The perceived risk of using Software-as-a-Service solutions impacts
on the perceived management support to utilize the Software-as-aService delivery model.

To verify the defined hypotheses (Table 1), a quantitative research approach is applied,
where data collection is in progress and is based on the survey as the research instrument
with computer-assisted web interview (CAWI). The survey consists of two sections: (1) a
set of respondent classification questions, and (2) 36 statement assertions formulated in
accordance with referenced studies considering the SaaS perspective – 3-5 statements for
each connection.
Each question is measured using a 7-point Likert scale. The following example
assertion statements formulated for validating an impact of MS on PAS illustrate the
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construction of the survey:
 Management support to the great extent determines the possibility of using SaaS
applications.
 Using SaaS solutions usually requires the approval of executives.
 Internal procedures related to the use of SaaS solutions have a significant impact
on the adoption of this IT delivery model.
 The interest of executives in the SaaS model has a significant impact on its
adoption.
The proposed multidimensional model will be verified following the Partial-Least-Squares
Structural Equations Modelling (PLS-SEM) approach, a second-generation technique [9]
also referred to as the path analysis with latent variables [18]. PLS-SEM is well suited not
only for predictive models but also for the confirmation of research models, especially
when these are in their early development stages [14]. It is also appropriate for suggesting
cause-effect relationships [22]. A two-step process will be conducted [13], assessing the:
 outer model - evaluation of indicator reliability (loadings), internal consistency
reliability (composite reliability, CR) as well as convergent (Average variance
extracted, AVE) and discriminant (Heterotrait - monotrait ratio, HTMT) validity
[10],
 inner (structural) model - including criteria such as: the coefficient of determination
(R2), the blindfolding-based cross-validated redundancy measure (Q2), and the
statistical significance and relevance of the path coefficients [10], [12].
The pilot data obtained from 70 respondents allow us to draw preliminary conclusions
presented in Figure 2.

Fig. 2. Research model validation.

Management support is confirmed to be a very significant (p<0.001) factor, moderately
affecting (β=0.38) the intention to adopt SaaS model (Figure 2), which is consistent with a
study of Oliveira et al. [20]. Management support to use SaaS applications explains 14
percent of the propensity to adopt SaaS (R2 = 0.14). This suggests that suppliers and
prospective adopters of SaaS solutions should conduct extensive information-sharing and
promotional activities among managers to help them to make an informed decision about
SaaS adoption. Also, managers should be encouraged to continuously extend and update
their knowledge regarding the SaaS model as well as its technologies and solutions by
participating in courses, conferences and symposiums. In addition, managers should rely
on opinions of reputable, reference customers who could reassure them about the benefits
of particular SaaS applications and inform about potential risks and challenges of SaaS
model. As a result, they would have an informed opinion about the trustworthiness of this
IT delivery model and, on the other hand, a greater awareness of related risks.
Trust was confirmed (p=0.007) to be the only determinant of management support to
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adopt SaaS instead of on-premises solutions (Figure 2). The strength of this impact is high
as β-coefficient for hypothesis H4.1 (Figure 1, Table 1) is 0.43. Interestingly, the influence
of trust on management support was not found in prior studies. Therefore, it appears that
managers’ intention to use the SaaS model mainly depends on their personal beliefs and
experience with this delivery model. Their opinion is largely influenced by trust to SaaS
application providers expressed by providers’ financial stability and security of solutions
they offer. In particular, cloud providers should continue to put much effort into
demonstrating their security credentials by acquiring existing security standards (e.g.,
SOC1, SOC2, ISO/IEC 27000) and increasing their operational excellence. Also, SaaS
providers should put more effort into increasing the security profile of multi-tenant
applications, for example by eliminating instances in which data of competitors are stored
in close proximity to each other. Furthermore, it appears important that cloud vendors
adopt adequate employee background screening procedures as part of the hiring process.
Surprisingly, many variables have not been confirmed as antecedents of management
support. With this respect, prior literature illustrates the possible positive impact of cost
advantage, professional influence and risk on management support. Several of them might
occur determinants of management support for our complete research where we expect to
receive more than 300 survey responses.

5.

Conclusion

The current study presented a multifaceted approach to investigate the role of management
support in the Software-as-a-Service (SaaS) adoption decision. The proposed research
model, including management support in its center and various antecedents of the
propensity to adopt SaaS, has been initially verified using a PLS-SEM approach and
drawing from the opinions of representatives of SaaS adopters and providers. The results
obtained illustrate the positive role of trust in shaping managers’ opinion about SaaS. The
results suggest directions for further research associated with the inclusion of additional
determinants of SaaS adoption decision to create a more holistic model and investigate
interplay between important concepts. These might include technology advantage,
business alignment and various types of risk such as operational or security-related risks.
In addition, extending research sample appears a promising avenue for further
investigation to overcome an important limitation of the study in its current stage, which
is a limited research sample. As a result, the analysis results should be more reliable and
coherent.
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